Effects of work values on job choice decisions. by Timothy A Judge & Robert D Bretz Jr
Journal of Applied Psychology
1992, Vol. 77, No. 3,261-271
Copyright 1992 by the American Psychological Association, Inc.
0021-90IO/92/S3.00
Effects of Work Values on Job Choice Decisions
Timothy A. Judge and Robert D. Bretz, Jr.
Center for Advanced Human Resource Studies
Cornell University
Work values have been receiving increased research attention. Ravlin, Meglino, and their asso-
ciates have recently conceptualized and provided measurement of work values. Although the
effects of work values on job satisfaction, commitment, and individual decision making have been
studied, work values have not been explicitly linked to job choice decisions. Using a sample of
professional degree students and a policy-capturing design, we examined the influence of organiza-
tional work values on job choice in the context of job attributes that have been shown to affect this
decision process. Organizational work values significantly affected job choice decisions. Individ-
uals were more likely to choose jobs whose value content was similar to their own value orientation.
Values are intrinsic, enduring perspectives of what is funda-
mentally right or wrong (Rokeach, 1973). Work values repre-
sent these perspectives as applied to work settings. England
(1967) suggested that individual value orientations affect how
people behave on their jobs by demonstrating that managers
with strong value orientations tended to act in accordance with
what they thought was "right," whereas managers with more
pragmatic orientations tended to behave in ways that they
thought were "successful." Among individual work values, the
work ethic (the belief that work is desirable and rewarding in its
own right; Weber, 1958) has received considerable research at-
tention (e.g., Wollack, Goodale, Wijting, & Smith, 1971), and
some have suggested that a deteriorating work ethic has nega-
tively affected both the way people feel about their jobs and
their commitment to their organizations (Spence, 1985). How-
ever, in addition to the work ethic, other individual value orien-
tations have been applied to work settings. For example, Corne-
lius, Ullman, Meglino, Czajka, and McNeely (1985) used a criti-
cal incident technique to elicit the work values of almost 1,000
employees in a variety of organizations. Subsequent work by
Ravlin and Meglino (1987) revealed that achievement, concern
for others, honesty, and fairness were the most salient work
values to individuals.
Achievement is descriptive of concern for the advancement
of one's career and might be operationalized by willingness to
work hard, seeking opportunities to learn new skills, taking on
additional responsibilities, or sacrificing personal gratification
for work-related objectives. Concern for others is descriptive of
a caring, compassionate demeanor and might be operationa-
lized by helping others perform difficult jobs, encouraging
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someone who is having a bad day, or sharing information or
resources others need to do their job. Honesty is descriptive of
accurate transmittal of information or refusing to mislead
others for personal gain, and might be operationalized by act-
ing in accordance with one's true feelings, admitting an error
and accepting the consequences, or refusing to take credit for
the ideas of others. Fairness is descriptive of a state of impartial-
ity and might be operationalized by considering different
points of view before acting, judging disagreements in an im-
partial fashion, or judging people on the basis of their abilities
rather than their personalities (Meglino, Ravlin, & Adkins,
1989; Ravlin & Meglino, 1987,1989). On the basis of their cate-
gorization of values, Ravlin and Meglino (1987) demonstrated
the efficacy of these four work values in influencing percep-
tions and decisions.
Specifically, Ravlin and Meglino (1987) investigated the ef-
fect of work values on perception by flashing consciously unre-
cognizable "nonsense" words on a screen and telling the sub-
jects that their minds would absorb the subliminal message.
When individuals were asked to indicate which of the four val-
ues the word represented, individuals tended to evaluate the
nonsense words in frequencies corresponding to their own
work value orientation. Furthermore, the authors investigated
the effect of work values on decision making by manipulating
the four values as indicators of a hypothetical subordinate's job
performance and then asking subjects to rate the performance.
The results indicated that the emphasis a subject placed on
subordinate demonstration of each of the four values depended
on the subject's own value orientation.
It is generally accepted that individuals establish relatively
stable values through life experiences and that organizational
socialization is unlikely to alter the basic value structure an
individual brings to the organization (Lusk & Oliver, 1974).
Moreover, it has been shown that individuals make job choices
consistent with their work goals (Vroom, 1966). Because some
of these goals may be value laden (e.g., the chance to benefit
society or the opportunity to advance), individuals may make
job decisions based, in part, on their work values. Therefore, if
values are relatively stable (Ravlin & Meglino, 1989), it is impor-
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tant to examine their role in the selection process because the
selection process would be the primary means through which
person-organization value congruence is achieved.
Locke (1976) suggested that job satisfaction is partially deter-
mined by the degree to which the work environment allowed or
encouraged value attainment. This suggests that organizational
work values, the work values emphasized within an organiza-
tion, may influence the attractiveness of work environments to
individuals. More recently, Meglino et al. (1989) used the Com-
parative Emphasis Scale, a revised version of the measure used
by Ravlin and Meglino (1987), to examine the relationships
among job satisfaction, organizational commitment, and value
orientations of workers and their supervisors. They reported
greater job satisfaction and commitment when worker values
were congruent with the values of their supervisors. If satisfac-
tion is derived from a match between individuals' values and
those emphasized in the organization (Meglino et al., 1989),
presumably each individual will make job choices to maximize
his or her anticipated affect (Naylor, Pritchard, & Ilgen, 1980).
In other words, individuals may seek jobs where their values fit
the organizational environment. Although there appears to be
little agreement in the literature regarding the definition, appli-
cation, or measurement of fit (Baird & Meshoulam, 1988; Blau,
1987; Caldwell & O'Reilly, 1990; Gresov, 1989; Rynes & Ger-
hart, 1990; Venkatraman, 1989), Chatman (1989) has suggested
that values are an appropriate means of conceptualizing fit,
because individual and organizational values can be evaluated
similarly. Thus, beyond the possible main effect of organiza-
tional values on job choices, it is relevant to examine whether
the attractiveness of particular values in jobs depends on indi-
viduals' own values.
On the basis of the effect of values on perception and deci-
sion making, Ravlin and Meglino (1987) suggested that "values
are hierarchically organized in memory, and . . . that people
will find opportunities, within the context of their duties, to
apply their dominant value in uncertain situations" (p. 672).
Consistent with Schneider's (1983,1987) interactionist perspec-
tive, they indicated that entry of individuals with particular
dominant values might, in the long term, influence the value
orientation of the organization. Ravlin and Meglino (1987)
correctly pointed out that their results may be overstated be-
cause they were obtained in the absence of other contextual
information. They called for additional research regarding the
impact of values on individual processes, particularly their in-
fluence on choice behavior. However, in addition to individual
value orientations, the organizational context of work values
also is important, because values emphasized within an organi-
zation may influence choice processes. In the present study, we
attempted to provide that context by examining the impact of
values in the job choice decision-making process. One way to
test whether values actually are important is to empirically ex-
amine their magnitude and significance relative to variables
(such as pay level and promotional opportunity) that are known
to influence job choices.
Past Research on Job Choice
A decade ago, Wanous (1980) lamented that although thou-
sands of studies had been conducted regarding occupational
choice decisions, very little was known about how job choices
were made. Since then, we have substantially increased our
understanding of the job choice process, using a variety of
methods and including a variety of variables. Direct attribute-
rating and policy-capturing designs have been particularly in-
strumental in enhancing our understanding of job choice deci-
sion making. For example, Jurgensen's (1978) study of attribute
importance found that individuals tended to report job secu-
rity, type of work, advancement opportunity, and company
characteristics as the most important attributes in their own
job choice decisions, but they believed that pay was the most
important attribute for others' decisions.
Priming artifacts, created by supplying subjects with a prede-
termined list of "important" job attributes, and social desirabil-
ity effects, such as the tendency to rate pay as less important
than it really might be, are deficiencies in direct estimation
designs. Priming has not been an issue affecting values in job
choice because values have not been included in researcher-
supplied attribute lists. However, because of the highly desir-
able nature of work values, social desirability effects may be
particularly problematic in attribute-rating job choice studies
that include organizational values. Work values are a subset of
social values that suggest general patterns of behavior that indi-
viduals ought to exhibit (Fallding, 1965; Rokeach, 1973). There-
fore, most members of society interpret social values as positive
and endorse behaving in accordance with them. From a job
choice perspective, this suggests that attempts to ascertain the
relative importance of organizational or individual values vis-a-
vis other determinants using direct estimation processes is
quite difficult.
Priming artifacts and social desirability effects led to the use
of policy-capturing designs in job choice research. With the
introduction of values into the equation, this seems even more
appropriate. Policy-capturing designs (see Method section) have
been used by many researchers to investigate the relative effects
of a variety of independent variables on job preference and
choice. For example, Feldman and Arnold (1978) reported that
pay and benefits had greater influence on job choices than did
opportunity to use important skills and abilities, autonomy and
independence, responsibility, provision of essential services
and products, or flexibility in setting work schedules. Zedeck
(1977) found that advancement opportunity emerged as the
most important attribute, followed by salary, flexibility, and
assignment duration. Rynes, Schwab, and Heneman (1983) ex-
amined the role of pay and market pay variability in job choice
decisions. In their examination of salary, location, promotional
opportunities, and type of work, they noted that pay was an
important determinant of job attractiveness but concluded that
greater pay variability increased the importance of pay in the
decision-making process.
These types of studies have greatly enhanced our under-
standing of how job and organizational attributes (particularly
pay and promotional opportunity) affect job choice decisions.
However, our knowledge of how important organizational val-
ues are in influencing job choice decisions remains limited
because values have not been studied in the context of other
variables that are known to influence job preference and
choice. Because people choose alternatives for a variety of rea-
sons, it is important to study the effects of organizational values
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on decision making, using research designs that incorporate
realistic levels of other contextual variables. Although values
may have an independent impact on decision making in some
settings (Ravlin & Meglino, 1987), Rynes et al. (1983) found
evidence of noncompensatory processes in job choice decision
making. Specifically, individuals identify certain necessary and
sufficient conditions required for job acceptance. For instance,
an individual may accept the first job that offers a particular
salary level. Rynes et al. (1983) interpreted this to mean that
nonpecuniary attributes may affect job choice only when pe-
cuniary attributes are within the relevant range. Therefore, re-
searchers must accurately specify the pay level (and perhaps
other important attributes) that subjects are likely to encounter
in the actual job market and subsequent choice process to inter-
pret the relative effects of other independent variables, such as
organizational work values.
Hypotheses
On the basis of pilot study results (see Method section) that
generally confirmed past research (e.g., Rynes et al., 1983;
Schwab, 1982), salary, promotion opportunities, and type of
work were chosen as the most important job attributes to in-
clude in the study. Consistent with prior research, we expected
salary and promotional opportunities to be positively related to
an individual's preference for particular jobs. We also expected
individuals who preferred generalist (or specialist) work to be
more likely to accept a generalist (or specialist) position.
The values (achievement, concern for others, honesty, and
fairness) described by Ravlin and Meglino (1987) were used to
study the effect of organizational work values on job choice
decisions. As is explained later, work by Ravlin, Meglino, and
others suggests that these four work values are the most promi-
nent for individuals. Given the high level of social desirability
of each of these values (England, 1975; Locke, 1976; Ravlin &
Meglino, 1987,1989; Rokeach, 1973), it was hypothesized that
the presence of these values in an organization would make the
job appear more desirable. Specifically, our hypotheses were as
follows:
Hypothesis 1. The extent to which concern for others is em-
phasized in an organization is positively related to individuals'
decision to accept a given job offer.
Hypothesis 2. The extent to which achievement is empha-
sized in an organization is positively related to individuals' deci-
sion to accept a given job offer.
Hypothesis 3. The extent to which honesty is emphasized in
an organization is positively related to individuals' decision to
accept a given job offer.
Hypothesis 4. The extent to which fairness is emphasized in
an organization is positively related to individuals' decision to
accept a given job offer.
Several individual differences might affect acceptance of an
offer. These variables were not central to the purposes of this
study, but it was important to control for all relevant influences
on the dependent variable in order to avoid biased results due to
omitted variables. Particularly, it was expected that additional
financial responsibilities, such as those perceived by married
job seekers, would increase the likelihood of accepting any
given job offer. It was also expected that perceived alternative
employment opportunities would affect the decision-making
process. Furthermore, individuals with lower grade point aver-
ages should be more likely to accept a given job offer. Alterna-
tively, within a sample of student job seekers, older and more
experienced individuals, perhaps having experienced the dissat-
isfaction of accepting a job offer in haste, should be less likely
to accept a given job offer.
Some research has demonstrated that individuals make job
or vocational choices on the basis of their personality charac-
teristics (Holland, 1985; Martin & Bartol, 1986; Monahan &
Muchinsky, 1985; Tom, 1971). This research has suggested that
individuals match their personality to the organization or voca-
tion through the job or vocational choices they make. What is
to be gained from learning whether individuals match them-
selves to jobs on the basis of values? First, values clearly are not
the same as needs or traits (Locke, 1976). Accordingly, it is inter-
esting to see if choices and matching processes are affected by
work values. Second, because values are important to individ-
uals and organizations, it is relevant to consider their effects on
job choices, especially in determining whether individuals at-
tempt to match their values to organizational values as a means
of achieving person-environment fit (Chatman, 1989). Finally,
given research suggesting that values are stable (Ravlin & Meg-
lino, 1989) and influence job satisfaction (Meglino et al., 1989),
if fit based on values is not achieved at organizational entry,
lower satisfaction may result. This may induce employee with-
drawal behaviors, such as turnover, which obviously have im-
portant consequences for organizations.
On the basis of the preceding review, we believe that the
valence of a particular value in a job depends on how important
that value is to individuals. In other words, in the present study
we hypothesized that individuals would make choices between
jobs possessing different value characteristics on the basis of
their own individual values. Specifically, our hypotheses were
as follows:
Hypothesis 5. Individuals whose primary value orientation
is fairness are more likely than others to accept a job in an
organization in which fairness is emphasized.
Hypothesis 6. Individuals whose primary value orientation
is concern for others are more likely than others to accept a job
in an organization in which concern for others is emphasized.
Hypothesis 7. Individuals whose primary value orientation
is honesty are more likely than others to accept a job in an
organization in which honesty is emphasized.
Hypothesis 8. Individuals whose primary value orientation
is achievement are more likely than others to accept a job in an
organization in which achievement is emphasized.
Method
Pilot Study
To identify the nonvalue factors most important in individuals' job
choice decisions, we asked students interviewing for jobs to rank from
1 (most important) to 5 (least important) five different characteristics of
jobs that had been identified by past research (Rynes & Lawler, 1983;
Rynes et al, 1983; Schwab, Rynes, & Aldag, 1987) as influential in job
choice decisions. The five factors were salary level, advancement po-
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tential, geographic location, type of work, and type of organization.
Twenty-eight students completed surveys. To control for social desir-
ability bias (Jurgensen, 1978), we asked individuals to rank the impor-
tance of these factors according to how they thought others perceived
them. The mean and standard deviation of the ranks for the five factors
were as follows: For type of work, M= 1.96, SD = 1.29; for salary level,
M= 2.50, S£>= l .U; for advancement potential, M= 2.86, SD= 0.85;
for type of organization, M - 3.29, SD = 1.54; and for geographic
location, M = 4.29, SD =1.01. The mean ranks for geographic location
and type of organization were significantly lower than those for all
other factors, except that the difference between advancement poten-
tial and type of organization was not significant. Therefore, salary,
type of work, and promotion opportunities were chosen as the non-
value factors most important to individuals in their job choice deci-
sions.
Setting, Subjects, and Procedure
Surveys were administered to students enrolled in four professional
degree classes at a university in the northeastern United States and to
students enrolled in several graduate classes at a large midwestern uni-
versity. Participation was voluntary, and confidentiality was assured in
advance. In order to induce student participation, subjects completing
surveys were eligible to win five lottery prizes of $25. Eighty-seven
students were eligible to participate. Sixty-seven students completed
usable surveys, for a response rate of 77%. Of the 87 surveys distrib-
uted , 18 were given out to students at the midwestern university, and 14
were returned. The response rates between the two university samples
were not significantly different.
Respondents' ages ranged from 20 to 49 years, with the average age
26.2 years. Previous job experience ranged from no prior experience to
17 years of experience, with an average of 3.1 years. Sixteen percent of
respondents were married. Respondents from the northeastern univer-
sity came from several degree programs and broadly consisted of gradu-
ate human resource majors (42%), undergraduate human resource ma-
jors (21 %), and non-human-resource graduate students (including gen-
eral management majors, 37%). All students at the midwestern
university were graduate human resource majors. Grade point average
(GPA) of respondents ranged from 2.7 to 4.0, with an average of 3.51.
Seventy-nine percent of the respondents were White, and 64% were
women. Half of the respondents were currently interviewing for jobs,
and the rest of the students expected to interview within a year. Sixty-
nine percent of the respondents perceived acceptable employment op-
portunities, and 32% perceived limited employment opportunities.
Forty-five percent of respondents expressed a preference for a general-
ist human resource position, 32% preferred a specialist human re-
source position, and 23% expressed a preference for some other type of
position, such as general management.
Some differences were detected between the students at the two
universities. Respondents at the midwestern university were signifi-
cantly (p < .01) younger and less experienced, were more likely to be
male, and had significantly higher GPAs than respondents at the north-
eastern university. On the other hand, no significant differences were
detected on the following variables: marital status, type of work pre-
ferred, perceived employment alternatives, and beginning job search.
The proportion of individuals possessing each particular value orienta-
tion was not significantly different between subjects from the two uni-
versities (e.g., 23% of individuals at the northeastern university had
achievement as their primary value orientation vs. 20% at the midwes-
tern university, and these proportions were not significantly different).
Thus, although in most ways respondents at the two universities were
similar, the diversity of the groups on some characteristics reinforces
the advantage of collecting data from subjects at two sites.
Research Design and Measures
A mixed experimental design (Keppel, 1982), incorporating both
within-subject and between-subjects components, was used. The
within-subject design permits researchers to infer the relative impor-
tance of particular variables that are related to an individual's decision
making. When the research question is focused on decision making,
this design is known as "policy capturing" and has been used to study a
variety of decision-making processes within the organizational con-
text, including disciplinary decisions (Klaas & Wheeler, 1990); judg-
ments of task importance (Sanchez & Levine, 1989); managerial pay
raise decisions (Sherer, Schwab, & Heneman, 1987); judgments of sex-
ual harassment (York, 1989); and, of course, job choice decisions (Ar-
nold, 1981; Feldman & Arnold, 1978; Rynes & Lawler, 1983; Ryneset
al., 1983; Zedeck, 1977).
In the present study, seven within-subject variables (characteristics
of job alternatives) were manipulated: pay, promotion opportunities,
type of work (all identified from the pilot study), and the four value
variables derived from Ravlin and Meglino's (1987) value classifica-
tion. The levels of the pay and promotion figures were derived from
data from the schools' career placement offices. Because average sal-
ary offers differed significantly between graduates and undergradu-
ates, separate salary figures were provided in the graduate and under-
graduate surveys. For graduate students at the northeastern university,
an offer of $42,000 represented the low offer (roughly the 25th percen-
tile of offers accepted during the prior year), and $46,000 represented
the high offer (roughly the 75th percentile of offers accepted during the
prior year). For the undergraduates at the northeastern university,
these figures were $29,000 and $33,000, respectively. At the midwes-
tern university, an offer of $38,000 represented the low offer and
$42,000 represented the high offer (again roughly the 25th and 75th
percentiles, respectively). Few promotion opportunities were indi-
cated for all groups by one promotion in 5 years on the job. High
promotion opportunities were indicated by two promotions in 5 years.
These levels were determined through discussions with the schools'
placement directors.
Descriptions of the values were derived from Ravlin and Meglino's
(1987) survey, which is explained later. Levels of achievement, fairness,
and concern for others values were manipulated by indicating in the
scenario either that the value was emphasized in the organization or
that it was not of central importance. Thus, rather than stating that
there was either total concern or no concern for others, it was stated
that there was an emphasis on helping others or that there was not an
emphasis on helping others. For achievement, rather than stating that
all employees work hard or no employee works hard, it was stated that
the typical employee works very hard or that the typical employee
does not work especially hard. For fairness, rather than stating that
fairness was always considered or never considered, descriptions were
based on whether fairness was an important consideration or not.
These manipulations were considered to facilitate a realistic treatment
in the experiment and to be consistent with the ipsative nature of the
values (cf. Ravlin & Meglino, 1987). On the other hand, honesty was
manipulated by indicating that when one makes a mistake, it is best to
be honest (high honesty). Conversely, low honesty was indicated by
stating that it is best to keep mistakes to oneself and do one's best to
correct the situation. The manipulation of honesty may explain the
results concerning this factor (see Discussion section).
The seven within-subject independent variables were completely
crossed, permitting assessment of the independent effects of each fac-
tor on job choice decisions. Crossing the factors resulted in 128 sce-
narios (27) that contained all possible combinations of the independent
variables. The scenarios were presented in the survey in random order
to minimize order effects. Participants were asked to assume that they
were offered a job possessing the characteristics included in the de-
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scription. The following is an example of a scenario; the independent
variable each description represents is in brackets.
The typical employee works very hard to fulfill work role obliga-
tions [achievement]. The starting salary for this job is $46,000
[pay]. The emphasis is on helping others [concern for others]. By
the fifth year, the average graduate receives one promotion [pro-
motion opportunities]. It is best to keep mistakes to yourself and
do your best to correct the situation [honesty]. This is a specialist
position in your area of interest [type of work]. Fairness is an
important consideration in organizational activities [fairness].
The dependent variable—the probability of accepting a job offer
with the preceding characteristics—was measured by a question using
a 7-point Likert scale. It was operationalized in the following manner:
"Indicate the extent to which you would accept an offer possessing the
above characteristics." The response scale was anchored by highly un-
likely and highly likely. Collapsed across all scenarios and subjects,
overall mean offer acceptance was 3.87, close to the midpoint of the
scale. The mean offer acceptance for subjects from the northeastern
university was 3.83. For subjects from the midwestern university, this
figure was 4.02. (These means were not significantly different.)
The between-subjects part of the design permitted assessment of
interindividual differences based on individual attributes. Work val-
ues were assessed by the Comparative Emphasis Scale (CES), a survey
developed and tested by Ravlin and Meglino (1987). Development of
the CES was reported by DeNisi, Cornelius, and McNeely (1987) and is
further reviewed by Ravlin and Meglino (1987,1989) and Meglino etal.
(1989). The specific work values represented in the CES were chosen
from a pool of many possible work values. Therefore, we were confi-
dent that in general the work values assessed by the CES were the most
salient and important to individuals. The CES presents 12 statements
describing each of the four values. These 48 statements are divided
into pairs such that a statement representing each of the four values is
paired with each other value four times. For each pair, individuals are
asked to check which value they feel should be emphasized most in
their own behavior. Each of the four comparison replications was ran-
domized in order and in the value that appeared first in each pair. The
emphasis on what the individual ought to display is consistent with
most conceptualizations of social values (Rokeach, 1973). The result
yields a purely ipsative measure of values (i.e., which values are most
important to each individual relative to other values he or she con-
siders).1 The CES was administered before individuals responded to
the job scenarios (see the Discussion section for an explanation of this).
Questions concerning marital status, gender, the university and degree
program in which the subject was enrolled, GPA, age, number of years
of work experience, perceived labor market alternatives (from no alter-
natives [1 ] to many alternatives [5 ]), estimated time to beginning their
job search (from currently interviewing [1 ] to will not interview for more
than a year [5]), and type of work preferred (generalist or specialist
position) were assessed from individual questions on the survey.
Primary value orientation was defined as the value preferred over
the other values. For example, an individual who chose fairness over
the other values nine times, chose honesty over the other values seven
times, chose achievement (working hard) over the other values five
times, and chose concern for others over the other values three times
would be identified as having a fairness orientation. Five of the 67
subjects tied for most often selected value. For example, two individ-
uals chose fairness and achievement (working hard) an equal number
of times (nine) over the other values. These individuals were considered
not to have a dominant value preference and therefore were the ex-
cluded group. Primary value orientation was coded as 1 if the particu-
lar value was chosen more often than all others and 0 if it was not.
Interactions between value orientation and value factors present in
each job description were computed by multiplying the job factor by
the relevant individual value orientation.
Analyses
Within-subject analysis. Multiple regression analysis was used to
assess the effects of the linear combination of the seven independent
factors related to a subject's choice between job offers. Orthogonal
contrast coding was used (Cohen & Cohen, 1983). One regression
equation was calculated for each participant.
Between-subjects analysis. Multiple regression was used to estimate
the effect of the combination of job factors (within-subject variables),
personal characteristics (between-subjects variables), and person and
job value interactions on the probability of accepting an offer in an
overall regression equation. With each of the 67 subjects making 128
job choice decisions, 8,576 (67 X 128) observations were available for
the analysis (less cases deleted because of missing data). Because indi-
viduals in different degree programs may face somewhat different la-
bor markets, the degree program of the respondent might affect the
perceived attractiveness of an offer. Therefore, the degree program of
the respondent was controlled for in the analysis. Three dummy vari-
ables were formed from the four classifications of degree programs.
For example, the midwestern university variable was coded 1 if the
respondent was a student at the midwestern university and 0 other-
wise. Undergraduates at the northeastern university served as the ex-
cluded group in the analysis. Estimated time from the present that the
respondent intended to begin his or her job search (ranging from
currently interviewing to will not interview for more than a year) was also
used as a control to account for the possibility that the attractiveness of
certain offers depended on whether the individual was currently inter-
viewing or on when they would begin interviewing.
Results
The correlation matrix of the between-subjects variables
used in the analysis is reported in Table 1. Because the within-
subject manipulations were orthogonal, the correlations among
the within-subject variables and between the within- and be-
tween-subjects variables are zero. Furthermore, because an in-
dividual could have only one primary value orientation, corre-
lations between value orientations are not reported. All be-
tween-subjects variables were dummy coded (e.g., generalist
position was coded 1 if the respondent preferred a generalist
position and 0 if the respondent preferred a specialist position;
male was coded 1 if the respondent was male and 0 if the re-
spondent was female), with the following exceptions: GPA, age,
work experience, perceived labor market alternatives, and time
to beginning job search. These variables were treated as inter-
val or ordinal level.
' Rather than classify subjects ipsatively according to value prefer-
ence, we thought it would be useful to be able to classify them on a
rating scale, facilitating comparisons between subjects. However, the
value subscales possessed very poor discriminant validity from one
another. Reliabilities composed of random ordering of the values
yielded equally high reliabilities (a between .93 and .99) as those classi-
fied by each of the four values. Furthermore, the scales correlated very
highly with each other (the average correlation between the value scales
was .98). This may have been due in part to the socially desirable
nature of these values (Ravlin & Meglino, 1987). Ravlin and Meglino
suggested that despite the fact that Likert-type scales are more amena-
ble to between-subjects comparisons, ipsative scales appear to yield a
more accurate and useful classification of value preferences. Our re-
sults appear to confirm this. Therefore, the ipsative scale was used.
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Within-Subjects Analysis
Within-subject regression analysis was conducted for each
participant. This yielded 67 equations. The results are summa-
rized here.2 There was wide variation in the extent to which the
linear combination of within-subject factors predicted offer ac-
ceptance decisions for each participant (R2 ranged from .05 to
.99). The average squared multiple correlation for the 67 partici-
pants was .67 (SD = .16).
Because each individual responded to 128 scenarios, it is pos-
sible that respondent fatigue affected the results. Such an effect
might be detected by examining the variance explained in offer
acceptance for the first 64 versus the last 64 scenarios. If the
respondents, as they became fatigued, simply evaluated each
scenario about the same (i.e., used a response set), there would
be decreased variation in the dependent variable, and the
squared multiple correlation would decrease. However, the dif-
ference in the squared multiple correlation between the first 64
and last 64 scenarios was only .009. Thus, individuals' re-
sponses to the scenarios did not appear to be affected by fa-
tigue.
For the 67 individuals, the percentage of coefficients that
were statistically significant (p < .01) for each within-subject
factor was as follows: pay, 57%; promotion opportunities, 58%;
type of work, 28%; achievement, 81%; concern for others, 94%;
honesty, 55%; and fairness, 92%. The absolute values of the coef-
ficients' ranges were as follows: fairness, .02 to .86; achieve-
ment, .01 to .70; honesty, .01 to .58; concern for others, .03 to
.82; promotion opportunities, .00 to .69; pay, .00 to .50. For type
of work, 46% of the significant coefficients were negative (spe-
cialist position) and 54% were positive (generalist position).
In a few cases, some coefficients were negative. For example,
with one subject the coefficient on concern for others was nega-
tive and significant (ft = -. 13). With another subject, the coeffi-
cient on promotion opportunities was negative and significant
(/3 = -.63). Coupled with the wide variance in the absolute
value of factor coefficients (ranging from .00 to .82), this sug-
gests that the attractiveness of job attributes varies considerably
by individual. This underscores the importance of designs that
enable evaluation of within-subject effects. For one individual,
concern for others may be viewed as undesirable, perhaps being
a sign of a Machiavellian orientation (Ferris & Judge, 1991). For
another, promotion opportunities may have been viewed as
undesirable because they may be seen as evidence of pressures
to perform. For the purposes of this investigation, the particu-
lar reasons why a very few individuals may view certain job
characteristics in an opposite manner to most may not be as
important as the recognition that the valence of job attributes
depends to a large extent on the individual. Purely between-
subjects investigations are not capable of detecting these indi-
vidual differences in preferences.
Table 2 provides the regression results for the probability of
accepting an offer for the pooled sample. To be conservative
given the large sample size, we used relatively low alpha levels
(.01 and .001) for tests of statistical significance. Pay, promotion
opportunities, and all four organizational value factors signifi-
cantly influenced offer acceptance decisions. The effect of the
organizational value factors on job choices was generally
stronger than the effect of pay and promotion. Thus, Hypothe-
ses 1 through 4 were supported by the results.
Between-Subjects Analysis
The data set used for analyses that contained between-sub-
jects factors was constructed by duplicating between-subjects
variables (e.g., GPA, age, and experience) and then addending
these to the within-subject manipulations and job choice deci-
sions (128 for each individual). Statistically, this is appropriate
because each reaction to a job scenario is an independent event;
each event becomes a dependent variable (Hays, 1981). Con-
ceptually, duplicating between-subjects factors was appropriate
because a between-subjects factor can affect the respondent's
reaction to each scenario. For example, GPA may influence
offer acceptance each time an individual is presented with a
hypothetical offer, much like GPA could influence offer accep-
tance over time (e.g., each time an individual is presented with a
real offer when on the job market). In fact, stable characteris-
tics are usually duplicated in time series and policy-capturing
designs in the same way it was done in the present study (Feuille
& Delaney, 1986; Rynes, Weber, & Milkovich, 1989).
The problem created when one is duplicating variables is that
observations are no longer independent from one another. This
means that there will likely be a positive correlation between
error terms (autocorrelation), violating an assumption of ordi-
nary least squares (OLS) regression (Kennedy, 1985). The con-
sequences of this violation are that although OLS is still an
unbiased estimator of regression coefficients, it is no longer the
maximum efficiency estimator or an unbiased estimator of the
variance of regression coefficients (standard errors). Thus,
standard statistical tests of regression coefficients may be
biased.
The degree of autocorrelation can be estimated by the Dur-
bin-Watson statistic, which has an expected value of 2 under the
hypothesis of no autocorrelation. In the present case the statis-
tic was 1.42, which means that at a significance level of .05, one
rejects the hypothesis of no autocorrelation. The estimated
Durbin-Watson statistic indicates that the average serial corre-
lation was .29, indicating some degree of autocorrelation, al-
though not strong in magnitude (Hanushek & Jackson, 1977).
Given the autocorrelation, OLS estimation of standard
errors is not appropriate. Therefore, generalized least squares
(GLS) was used to estimate the effect of the independent vari-
ables on job choice decisions. GLS produces unbiased esti-
mates of regression parameters and error terms and thus is well
suited to deal with autocorrelated errors (Hanushek & Jackson,
1977). As the sample size increases and the degree of autocorre-
lation decreases, the differences between OLS and GLS de-
crease (Hanushek & Jackson, 1977). Because in the present
study the sample size was very large and the degree of auto-
correlation modest, the differences between OLS and GLS es-
timates were slight. Nevertheless, because the GLS estimator is
the correct one, it was used in the analysis to generate standard
error terms.
2 A table that lists the 67 individual within-subject regression equa-
tions is available on request.
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Table 2
Generalized Least Squares Estimates of Factors









































Value Fairness X Fairness
Value Concern for Others X Concern for Others
Value Achievement X Achievement
Value Honesty X Honesty












































Another means of dealing with correlated errors in this con-
text is to estimate an OLS equation including a dummy variable
for each subject (Rynes et al., 1989). This controls for each sub-
ject's idiosyncratic contribution to the overall regression and
thus should yield accurate standard error estimates. This was
done and did not change the significance of any coefficient in
the model.
In addition to reporting the within-subject results for the
pooled sample, Table 2 indicates that married individuals,
those with low GPAs, younger and less experienced individuals,
and those with few perceived alternative employment opportu-
nities were more likely to accept a given job offer. As for the
control variables, men were slightly more likely to accept a
given job offer. Furthermore, those who were either non-hu-
man-resource or graduate human resource majors at the north-
eastern university were also somewhat more likely to accept a
job offer. Finally, some of the value orientations exerted main
effects on offer acceptance. Hypotheses were not made for indi-
vidual value orientations because they were included in the
equation to enable interpretation of the Value Orientation X
Organizational Value interactions. Table 2 shows that the R2 for
the pooled sample was .39. This is less than the average squared
multiple correlation for the individual equations (.67), which is
to be expected because the pooled analysis collapses across
unmeasured individual differences and differences in the va-
lence of job attributes become part of the error term.
Interaction Analysis
Table 2 reveals that four of the five fit interactions were statis-
tically significant. Analysis of variance yielded equivalent re-
sults. Inspection of the means revealed that all interactions
were in the predicted direction. That is, mean offer acceptance
was highest when there was a match between respondent value
orientation and value present in the job. Thus, Hypotheses 5,6,
and 8 were supported by the results.
Table 3 provides a more detailed examination of the differing
effects of organizational value characteristics on offer accep-
tance for the different value-dominant groups. The results con-
firm the interactions reported in Table 2. Value factors present
in a job best predicted offer acceptance when the value empha-
sized matched the individual's primary value orientation. Table
3 demonstrates that across both individual value orientations
(columnwise) and the value content of jobs (rowwise), work val-
ues predicted job choices best when there was a match between
individual and job values. This pattern held for all values ex-
cept honesty.
Chow (1960; Kennedy, 1985) tests confirmed these findings.
Table 3
Within-Subject Job Choice Regressions, Broken Down by Value



































































































Note. A = achievement is most important, C = concern for others is
most important, F = fairness in dealing with others is most important,
and H = honesty is most important.
*p<.0\. **p<.001.
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Chow tests allow one to determine if the effect of one or more
independent variables differs between two or more groups.
This is done by determining whether pooling groups together
(in this case, pooling different value-dominant groups) results
in a significant increase in error sum of squares over separate
estimation. In all cases other than honesty, pooling value orien-
tations resulted in a significant increase in error sum of squares
using the corresponding job value factor in predicting offer
acceptance. Finally, the relations between the hypothesized in-
fluences on offer acceptance did not differ between the respon-
dents of the midwestern and northeastern universities. This
supports the generalizability of the results.
Discussion
The present results suggest that organizational work values
have an important influence on job seekers' decisions when
information about organizational value systems is known. The
within-subject analyses found that concern for others, achieve-
ment, and fairness all tended to exert more influence in the
decision-making process than did pay and promotional oppor-
tunities. The power of organizational values relative to pay and
promotional opportunities warrants comment. Pay and ad-
vancement potential have been shown to be important determi-
nants of job attractiveness. In fact, in both direct-inquiry and
policy-capturing studies of the job choice process, these vari-
ables tend to emerge as very important attributes (e.g., Feldman
& Arnold, 1978; Jurgensen, 1978; Rynes et al., 1983; Zedeck,
1977). Although these variables did achieve statistical signifi-
cance in the current study, they emerged as somewhat less im-
portant than three of the four organizational values.
Rynes et al. (1983) very clearly demonstrated that pay in-
creases in importance as it becomes more variable. They also
concluded that the effects of nonpecuniary attributes were in-
terpretable only when pecuniary attributes were specified
within the relevant range that subjects might expect in actual
job choices. Special care was taken in the current study to en-
sure that appropriate pay and promotion levels were used and
that their variability was sufficient to indicate differences but
not so great as to be unrealistic. The study could easily be repli-
cated with greater variability in pay to both test the veracity of
Rynes et al.'s (1983) arguments and ascertain whether the lim-
ited effect of pay found in the current study was idiosyncratic to
the sample.
Of course, it also is true that because the within-subject vari-
ables were orthogonal, the effect of findings concerning values
in the sample is statistically unrelated to the effect of pay. How-
ever, in actual job choices, the factors used in this study may not
be orthogonal. For example, public-sector jobs or those in not-
for-profit organizations (e.g., the Peace Corps) may be perceived
as possessing higher levels of particular values but may also
offer lower pay. Therefore, because it always is true with experi-
mental designs that the effects observed depend on the realism
of the experimental treatments, it also would be useful, al-
though difficult, to replicate the results on the basis of charac-
teristics of actual versus hypothetical job offers.
That values rather strongly influenced job choice decisions
supports the efficacy of work values, as argued by Ravlin and
Meglino (1987, 1989). Because values are often seen to be a
central part of corporate culture (Meglino et al., 1989), the re-
sults of this study may provide indirect reinforcement of the
importance of cultural factors to individuals choosing between
organizations. This suggests that organizations may want to
consider the messages they convey in the recruiting process.
Because these values, as defined here, are almost universally
viewed as highly desirable, organizations that present an image
of emphasizing these values may more successfully attract
workers. Thus, although pay and mobility systems are impor-
tant to individuals as they weigh job alternatives, value systems
in organizations appear to be important as well.
The assessment of work values using the CES also was sup-
ported by the results. The hierarchical nature of values has
driven considerable discussion regarding the work value con-
struct and the appropriate manner in which to assess work
values (England, 1975; Locke, 1976; Ravlin & Meglino, 1987,
1989; Rokeach, 1973). Specifically, it is argued that although it
may be difficult to preference order values because they tend to
be highly socially desirable, it is exactly because they are highly
socially desirable that preference ordering is requisite (Ravlin &
Meglino, 1987, 1989). Furthermore, because the four values
were significant predictors of offer acceptance, the efficacy of
the specific values assessed by the CES was supported by the
results. Therefore, we encourage future researchers interested
in work value assessment to use preference-ordering techniques
such as the CES.
These results also support hypotheses that values are an im-
portant determinant of person-organization fit. Chatman
(1989) and others have argued that many conceptualizations of
fit are deficient because they do not consider contextual vari-
ables and organizational value systems that are likely to exert
strong influence over individuals' behavior. In addition, Chat-
man has argued convincingly that person-organization fit is
best determined by scales that can be used to measure both
individual and organizational characteristics. In the current
study we attempted to address this measurement issue by as-
sessing individual values with the scale suggested by Ravlin and
Meglino (1987) and indicating organizational value orienta-
tions with summary statements of the values expressed in that
scale. Moreover, the values were presented within the context of
one another and other important variables such as type of
work, salary, and promotional opportunity.
For all values except honesty, the values present in a job best
predicted offer acceptance when the value emphasized
matched the primary value orientation of the individual. It is
not clear from the results why the value interaction did not hold
for honesty. One explanation may be that the way honesty was
manipulated (although done in a way that was perfectly consis-
tent with Ravlin and Meglino, 1987) was not valid. For exam-
ple, some individuals might see keeping mistakes to themselves
and doing their best to correct the situation (low honesty) as
virtuous. Although we would argue that such behavior is not
honest, it may reflect a high degree of diligence, autonomy, or
integrity, which are socially desirable attributes. Thus, the ma-
nipulation may in part reflect honesty but may be contami-
nated by other values. Conclusions about experimental treat-
ments depend on the validity of the manipulations, and there-
fore caution is probably warranted in interpreting the results
concerning honesty. Furthermore, the idea of keeping mistakes
270 T. A. JUDGE AND R. D. BRETZ, JR.
to oneself appeared in one fourth of the honesty statements in
the CES. Thus, because the manipulation of honesty was only
one of several types of honesty statements in the CES, the mea-
sure of fit may be relatively weak.
Another possible explanation concerning the weakness of
the honesty interaction might be the weakness of the honesty
variable relative to the other value variables in predicting job
choice decisions. If the degree to which honesty is emphasized
makes a relatively minor difference to individuals in their
choice of jobs, then it may be less important, in this case, that
the value orientation matches the value present in the job. In
other words, the influence of fit on job choice may depend on
the importance of the value to the individual.
A limitation in the present study is that the CES was admin-
istered before individuals responded to the job scenarios. This
raises the possibility of priming or consistency effects (Salancik
& Pfeffer, 1978) explaining the fit interactions. The individuals
reacted to 128 scenarios in the present study; if such artifacts
were pervasive, one would expect them to exert weaker effects
over time. However, the fit interactions were not stronger for
the first 64 scenarios than the last 64 (average difference =
.001). This is not conclusive proof that priming or consistency
effects are irrelevant, but it does suggest their influence may
not be particularly strong.
Given the results of this study suggesting that value con-
gruence predicts job choice, more work is clearly called for in
this area. For example, while job matching based on value con-
gruence may operate when values present in the job are salient,
our study is not informative with respect to how often informa-
tion about organizational value orientation is available to job
seekers, or how often values present in the job or organization
actually are salient to the individual. Work values can only in-
fluence decisions when they are perceived. Further research
needs to address the extent to which value salience exists in job
choice situations and the implications of value salience for job
choices. For example, because values tend to be both stable and
socially desirable, the accuracy of information about organiza-
tional values could have implications for subsequent satisfac-
tion and commitment. The realistic job preview literature may
be particularly informative regarding the effects of unmet value
expectations (Wanous, 1980).
Future research should also consider how people obtain in-
formation about organizational values, which sources provide
which type of information, and what assumptions job appli-
cants make about organizational values on the basis of ob-
served organizational characteristics. For example, it is possible
that job seekers' perceptions of organizational values may be
influenced by the organization's environmental protection pol-
icy or by how it reacts to environmental disasters (e.g., the
Exxon Valdiz incident). Considering that the present results
suggest that value information has significant influence on ap-
plicants' job choice decisions, how that information is acquired
seems to be an important research question. Furthermore, the
literature on person-organization fit suggests that individuals
who match job or organization values to their own are more
satisfied and less likely to leave the organization. It would be
useful for future research to follow job choices through to issues
of perceived fit and the consequences of value congruence and
perceived fit on individuals once in the organization.
Although this study contributes to our understanding of the
role of values in both the job choice process and person-organ-
ization fit, replication of the results in different populations is
necessary, particularly populations with different education lev-
els and opportunity wages. The similar results observed in the
two university samples, despite some important differences be-
tween the groups, suggests that the results may generalize to
several types of workers and job seekers. Nevertheless, we are
more confident that the results generalize to graduate and un-
dergraduate job seekers (an increasing segment of the work
force) than to those less educated. Also, because the majority of
our subjects were interested in human resource positions, it
would be interesting to see if the results generalize to occupa-
tions in which human values may not be as strongly empha-
sized. Future studies of values with regard to job choice and
person-organization fit that include samples drawn from di-
verse populations would build on these results and answer gen-
eralizability questions that may exist.
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